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ABSTRACT
The line between 'social networking' and 'professional networking' has blurred considerably,
as large firms begin to take advantage of relatively easy access to an international network of
customers via social networking sites (SNSs). The evolution of SNSs (such as Facebook) has
resulted in a new channel for marketing communications, and recent advances have led to the
development of'customer-relationship oriented SNSs' by the world's largest firms. Despite the time,
money, and technologies many large firms have dedicated to electronic customer-relationship
management (e-CRM)via SNSs, however, results have often been below expectations. Undertaking
a longitudinal content analysis of nine of Australia's largest firm's Facebook pages, this paper seeks
to gauge the extent to which the espoused 'SNS advantages' are utilised by large firms, and the
extent to which these advantagesprovide valid bases for effective e-CRM. This study revealed that
only two of the six potential SNS advantages (i.e. 'interaction' and 'transparency') were effectively
utilised by the sample of firms over the study period.In order to increase the effectiveness of SNSs for
building and maintain effective e-CRM by large firms, this paper recommends three main strategies:
Enabling trialogue, designing tailored e-CRM strategies for SNSs, and creating enthusiasm in user
communities.
INTRODUCTION
The social networking phenomenon is one of the fastest growing applications to emerge from
Web 2.0, otherwise known as 'the interactive Internet' (Brennan & Schafer, 2010; Heller Baird
&Parasnis, 2011; Newson, Houghton & Patten, 2009). Social networking sites (SNSs) are a type of
social media, and include online tools and utilities that allow for the establishment of private networks
and the communication of information between peersacross the Internet (Newson, Houghton, & Patten,
2009).The greater majority of SNS websites were originally designed for interpersonal communication,
enabling individual users to create and maintain relationships with other users (Brennan & Schafer,
2010). Recently, however, the line between 'social networking' and 'professional networking' has
blurred considerably, as large firms begin to take advantage of relatively easy access to a wide network
of potential customers; in 2012, for example, more than one in four Australian firmshad a presence on
the Facebook SNSasa part of their e-marketing strategy (Community Engine Website, 2011). The
evolution of SNSsin this way has resulted in new channelfor marketing communications, and recent
advances have led to the development of 'customer-relationshiporiented SNSs' by the world's largest
firms (Brennan & Schafer, 2010).According to Gbadeyan (2010) firms possessing SNS platforms to
pursue their electronic customer-relationship management (e-CRM) strategies is one of the "biggest
shifts'Mn e-marketing in recent times.
SOCIAL NETWORKING SITES AND (E-)CRM
CRM is a marketing approach that aims to focus a firm'smarketing communicationactivities on
theirrelationship to consumers, and the needs of their target customers (Chor-Beng, 2008; Romano
&Fjermestad, 2003).E-CRM attempts to achieve the same strategic outcomes, except focusing on
the unique set of tools afforded inthe electronic environment (Bradshaw & Brash, 2001).As with
traditional CRM, effectivee-CRM results in an ongoing dialogue between the firm and its target
customersthat leads to a mutually rewarding relationshipfor both parties (Fjermestad& Romano,
2003; Ramani & Kumar, 2008). In this context, e-CRM has become an important marketing strategy,
especially in business-to-consumer contexts, with many firms developing and implementing online
marketing communications activities to enhance their e-CRM performance (Adebanjo, 2003;
Bradshaw & Brash, 2001).
Despite the time, money, and technologiesmany large firms have dedicated to undertaking
e-CRM activities throughSNSs, however, results have often been below expectations (Adebanjo,
2003;Mitussis, O'Malley & Patterson, 2006).Research has demonstrated that the relatively poor
e-CRM performance in large firmscan be attributed toa number of factors: the inability or
unwillingness of target customers to engage in networking with large firms (Noor, 2005); an
inability for firms to update their SNS websites as per customer expectations (Luck & Lancaster,
2003) and; an inability for firms to interact meaningfully with its many thousands of customers
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(Zineldin&Philipson, 2007). At the core of these issues is a fundamental misunderstanding of the
specific strategic benefits afforded by SNSs by large firms (Fink, Zeevi&Te'eni, 2008).Given the
growing trend of large firms to adopt SNSs globally (Looney & Ryerson, 2011), and large firms'
relatively poor performance in this area, there is an opportunity to explore the specific advantages
afforded, and the barriers to their effective use.
LITERATURE REVIEW
In general, the key aspect of SNSs for e-CRM is the fact that it enables effective two-way
communication (Edosomwan, Prakasan, Kouame, Watson, & Seymour, 2011). SNSs are a form of
social media that allow users to network online, collaborate, participate, and create online communities
(Duboff& Wilkerson, 2010). As such, they provide an ideal environment for e-CRM activities as they
support interactive relationships and two-way exchange between firms and their customers. Ramani &
Kumar (2008) highlight the importance of a strategic, two-way interaction orientation of marketing
activities; in their study, they identified four components fostering customer interactions and
relationships: an individualised customer concept, efforts in customer empowerment, an appropriate
interaction response capacity, and an effective customer value management.Limiting the perspective to
e-CRM and SNSs in this paper, the components of interaction orientation can be connected to the
following SNS-specific advantages identified in the literature:
•Interaction
Interactionrefers to any two-way communication process that builds a conversation between a
firm and its customers (Drury, 2008; Hoffman, &Fodor, 2010). Unlike the predominant one-way
communication channels offered by traditional media channels, SNSs provide firms with a variety of
applications for multi-directional dialogue with their customers, enabling a new type of engagement
that was simply not available (or financially viable) before their advent (Akar&Topcu, 201 l;Mitussis,
O'Malley, & Patterson, 2006).From a business perspective, fostering customer interaction improves
the knowledge about customers (Srinivasan, Anderson &Ponnavolu, 2002), and results in loyalty and
retention effects (Adebanjo, 2003; Ramani & Kumar, 2008).SNSs offer various means to support the
business-to-customer interaction. Facebook, the world's most popular SNS, for example, offers basic
interaction functions such as wall posts and private messages but also numerous additional
applications for specific interaction patterns. For example, there is the 'Payvment App' (that focuses
on selling goods); the 'My Office App' (that focuses on interactions between work-teams); the "Polls
App (that allows for collecting information); and 'UserVoice' (that enables people vote on others'
ideas), to name just a few (see Single Grain, 2011 and Social Media Magic, 2012 for more examples).
• Collaboration
Collaboration refers to any communications between at least two parties for the purpose of
sharing knowledge, learning, and building consensus (Montalvo, 2011). In contrast to 'traditional' firm
websites, where users were passive recipients of content created for them, but not by them (Brennan &
Schafer, 2010; Newson, Houghton &Patten, 2009), SNSs enable users to interact and collaborate more
readily with other users as creators of content in an online community (Akar&Topcu, 2011).SNSs
actively encourage users to share knowledge, opinions and ideas through the development of user
generated content (Akar&Topcu, 2011). SNSs (and particularly the collaboration between users)
provide firms with access to communities of independent members that can provide creative solutions
and ideas benefiting product development, service enhancement and promotion (McNamee, 2011;
Montalvo, 2011). The process of "actively accessing the 'wise crowd' for ideas and solutions" has
become known as 'crowd-sourcing'" (McNamee, 201 l,p. 64) which can facilitate innovation on a
continuous basis, drawing ideas and the knowledge of its customers (von Hipple&von Krogh, 2003).
•Real-Time Communication
Real-time communication occurs when SNS users interact and exchange information instantly,
or with a very limited delay (Mitussis, O'Malley & Patterson, 2006). SNS applications have emerged
that promote opportunities at the customer interface to secure real time, or near-time, interaction
(Fisher, 2009). Foster, Francescucci and West (2010) found that SNS usage and real-time
communication are the most frequently used social media applications (93 percent of the respondents)
with 28 per cent of the respondents using such tools more than ten hours per week. Traditionally,
online feedback between parties could be achieved through chat-room applications or, to a lesser
extent, through email; the immediacy of interaction was limited to written dialogue (Scott, 2010).
SNSs enable immediate interaction to occur in a variety of ways, with a number of applications
allowing immediate interaction to occur through the creation of content, commenting or responding to
content, and sharing content with others (Hoffman, &Fodor, 2010). Real-time communication
promotes the easy exchange of information between the firms and its customers, and provides
feedback loops for large firms to monitor and respond to change in the marketplace (Hoffman, &Fodor,
2010). At this point it is important to note that the sheer availability of technological real-time
communication opportunities on SNSs is not enough as firms need to develop an situation specific
interaction response capability (Ramani& Kumar, 2008) to (pro)actively (re)act on their SNS pages
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(e.g.Ang,2011).
•Customer Targeting
Customer targeting follows traditional CRM thinking and refers to any efforts by a firm to
identify and interact with specific customers (Edosomwan et al., 2011). Targeting of customers (or
SNS users) requires the creation and monitoring of specific dimension of customer relationships (e.g.
customer value management, see Ramani& Kumar, 2008). Ramani and Kumar (2008, p.59) highlight
that interacting with (target) customers on an individual base requires the development of practices for
"aligning resources spent on customers in proportion to the revenues or profits derived from them".
Lukes (2010) likens customer targeting in the SNS context as a 'gift' to the marketing world, as no
other channel is as inexpensive, narrowly targeted, or able to reach a specific (i.e. individual) audience
so quickly (Lukes, 2010; Wright, Khanfar, Harrington &Kizer, 2010). Similarly, SNSs enable the
identification and management of 'networks of consumers", as they allow firms to contact otherwise
unreachable customers through an online community (Denning, 2010). As such, they provide firms
with greater opportunity to target opinion leaders, facilitating targeted communications to be sent to
those who have the power to inform and influence other consumers within a given online community
(Wright, Khanfar, Harrington &Kizer, 2010; Keenan &Shiri, 2009). There is also a significant amount
of personal information that can be obtained from SNSs, and consumers can be targeted based on such
things as the content they have previously uploaded, other users they have interacted with, and their
geographic profile (Hey Tow, Cell & Venable, 2010). The information available through public access
to SNSs allows firms to segment the market by identifying consumers that share similar interests or
commercial values, creating the opportunity for online communities to be targeted (Filisko, 2008). In
addition to this, SNSs also provide firms with the functions to send tailored messages through their
social networking forums, reaching consumers in a more personalised way (Wills & Reeves, 2009)
•Transparency
The public nature of SNSs means that communications between a firms and its customers is
able to be viewed by a community as a 'transparent conversation' (e.g. public 'wall-posts');
interactions between parties are visible to other users as they are initiated, answered, completed and
published online (Zineldin&Philipson, 2007). For large firms this means that communications are
visible to both current and potential consumers(Zineldin&Philipson, 2007). On the one hand, the
same service undertaken through SNSs increases the benefit of a successful interaction for the
corporation, as other consumers are able to see responses and solutions as they are generated
(Mitussis, O'Malley & Patterson, 2006). On the other hand, the same, transparency-based mechanism
can also start a vicious circle. For example, Nestle and Wal-Mart evoked public outrage on SNSs as
they responded to critical posts by censorship, restriction of critical posts and deletion (Baur, 2010;
Socia Media Optimization Website, 2007). Thus, the issue of transparency is something that clearly
distinguishes traditional CRM thinking and e-CRM on SNSs. Consequently, Ang (2011) advocates
for the development of a community relationship management.
•Brand Engagement
Brand engagement is a term that describes the process of forming an attachment (emotional
and/or rational) between a consumer and a firm's brand (Foster, West &Francescucci, 2011; Hoffman,
&Fodor, 2010). Brand engagement goes beyond targeting and stems from a meaningful dialogue
between the firm and users in which the users start taking ownership of the brand (Drury,
2008;Harwood & Garry, 2010). Traditional CRM literature finds empirical evidence that the quality of
a relationship and degree of brand engagement has positive effects on, for example, sales effectiveness
and anticipation of future interactions (e.g. Crosby, Evans, & Cowles, 1990). Similar observations can
be found in the context of SNSs campaigns (e.g. word-of-mouth effects). Encouraging users and
consumers to interact an collaborate on SNSs can enhance brand engagement, as user generated
content increases their involvement and commitment, which in turn strengthens their loyalty and
participation rates (Porter, Donthu, MacElroy, & Wydra, 2011; Lin & Lu, 2011; Hoffman, &Fodor,
2010). An increase in interaction enables firms to further refine their knowledge about customer tastes
and preferences (cf. customer targeting)as they change over time (Srinivasan, Anderson &Ponnavolu,
2002). The effective and efficient management of interactions and the SNS interfaces at which these
interactions occur are increasingly being recognised as sources of lasting competitive advantage (Chu
& Kim, 2011). Early research into brand engagement through SNSs indicates that consumers engaged
through social media are over fifty per cent more likely to buy and recommend a brand than before
they were engaged online(Akar&Topcu, 2011).
As noted, however, the effectiveness of these SNS advantages have not played out as
expected for Australia's largest firms (Fink, Zeevi&Te'eni, 2008). Given Australian firms'
relatively poor performance, there is an opportunity to explore the content of Australia's largest firms'
SNS websites(focusing on Facebook specifically) to observe the extent to which they use the
advantages discussed above. Exploringthe extent to which Australia's largest firms utilise the specific
SNS advantages will provide a finer-grained understanding of their relevance to large firms' marketing
communications, and provide a basis for defining the barriers that reduce the effectiveness of SNSs as
an e-CRM mechanism.
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METHOD
In order to address this research opportunity, this study implemented a 6-month longitudinal
content analysis (i.e. between July and December, 2011) of Australia's largest firms' official Facebook
pages. Facebook was selected as the SNS of choice, as it represents the world's most popular social
networking site, and possesses a wide range of applications that supports all of the advantages noted in
the literature review section (Brennan &Schafer, 2010; Newson, Houghton & Patten, 2009). The sample
consisted of the three largest firms (by market capitalisation) in each of the three largest Australian
industries operating in 'business-to-consumer' markets (i.e. banking and finance, consumer staples, and
consumer discretionary). The corporations selected for the sample are listed in Table 1.
Table l:Sample Firms by Industry Sector and Market Capitalisation
industry Sector Firm
Banking & Finance Commonwealth Bank
National Australia Bank
Westpac Bank
Consumer Staples Woolworths
Wesfarmers
Coca-Cola Amatil
Consumer Discretionary Fosters Group
Harvey Norman
David Jones
$81,517
$59,724
$48,008
$34,489
$15,167
$8,656
$11,458
$2,645
$2,114
Source: ASX website (2012)
Each of the firms' official Facebook SNSs was then subject to a rigorous content analysis process
that followed the five-stage protocol identified by Finn, White, and Walton (2000). The use of this
method for the research question is supported by the process of the method, as the multi-stage analysis is
suited for secondary data sources, specifically when the data is in textual form (Krippendorff, 2004).
This particular multi-stage process has been adopted in studies of marketing communication, and this
specific method was utilised in previous studies of Facebook pages by Keenan and Shiri (2009) and
Zhang (2010).
To maintain reliability in coding the data, the following steps of the multi-stage content analysis
process were observed. In the first stage, the aims and objectives of the research were identified, and the
first round coding rules were developed. Coding refers to the process of converting information into
contextual values for the purposes of data storage, management and analysis allowing theme
identification (Ticehurst & Veal, 2000). The second stage of the content analysis involved the collection
of data from the selected Facebook SNSs. By joining each SNS as a 'Facebook Friend', the researcher
had full access to each firm profile and all communications that occurred within. This gave the
opportunity to collect data only available through features specifically accessible to group members,
including private messaging, chat and event invitations. Data were collected from each SNS daily
concerning the functions available on the SNS and the interactions detected between the firms and their
customers (and between customers). In the third stage, the coded data were further interrogated to detect
any significant themes that emerged in the firms' Facebook SNSs over time. This stage broadens the
concepts' level of abstraction while simultaneously expanding the range of the concepts' application
(Marvasti, 2004). The trends and emergent themes detected in the analysis formed the basis for
establishing the second round of data categories. In the fourth stage of the content analysis, the second
round coding categories were populated with data according to the new coding rules. The interpretation
of the data during the second round of coding, and the verification of the conclusions, was facilitated by
the use of the NVIVO software package. In the method literature, it has been emphasised that computer
software programs such as NVIVO, are of significant value in qualitative analysis and any subsequent
theory building (Kelle, 1995; Weitzman & Miles, 1995). Again using the NVIVO software, the contents
of each of the initial index nodes were then reviewed to identify common themes that arose in the data.
In the final stage of the content analysis, the results of the second round coding were refined and the
research findings finalised. In order to facilitate the theory building process, memos were maintained
about the data, their categories, and the relationships between them as they emerged. The themes
emanating from the analysis process form the basis of the discussion section that follows.
RESULTS
Table 2 presents a summary of the SNS advantages observed in the official Facebook websitesof
Australia's largest firms over a three month period in 2011. Each of the figures represents the number
of instances that each SNS advantage was detected as a proportion of the total opportunities to do so.
Table 2:Summary of Results by Industry and Total
SNS Observed in Observed in Observed in Total
Advantage Banking & Consumer Consumer Across
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Finance
industry
Interaction 74%
Customer Targeting <1%
Brand Engagement <0.02%
Collaboration 0%
Real -Time Feedback 5.1%
Transparency 78%
Staples
industry
76%
<1%
<0.02%
0%
4.0%
92%
Discretionary Industries
industry (n/ opportunities)
73% 74% (2398/3250)
0% <1%(39/4100)
<0.01% <0.02%( 132/7995)
0% 0% (0/290)
7.4% 5.6% (5 13/1 823)
90% 88% (3090/3511)
The study revealed that only two of the six SNS advantages highlighted in the literature were
effectively used by the sample firms over the 6-month study period (i.e. Interaction and
Transparency). In terms of the Interaction advantage, the total opportunities for interaction between the
sampled firms and their users totalled3250, with those opportunities taken on 2398 of those occasions
(i.e. 74 per cent).Overall, 93 per cent of the interactions detected (i.e. 2230 occurrences) occurred
between the firm and the Facebook users, and only seven per cent (i.e. 168 occurrences) were between
users. Interestingly, the majority of the firm-to-user interactions (i.e. 90 per cent) were coded as being
'positive', 'complimentary' and/or (more neutrally) 'information seeking' interactions; only 10 per
cent coded as 'negative' or based on 'complaints' or 'grievances'.
The other widely used SNS advantage detected was that related to Transparency; each of the
firms conducted the majority of their interactions (i.e. an average of 73 per cent across the nine firms)
on their Facebook SNS in 'plain sight' of other users. The high level of visible interactions suggests
the sampled firms are using Facebook to demonstrate open communications with their online users.
There was evidence that the 'Real-time Feedback' advantage was sporadically used by the sampled
firms, however only 5.6 per cent of the opportunities to respondtousers posting on the Facebook sites
was done 'instantly' (i.e. within a ten minute timeframe).The majority of feedback given by the
sample firms (i.e. approximately 55 per cent) occurred between two minutes and six hours of the
initial customer posting; the remaining 40 per cent occurring after six hours had elapsed. The sporadic
use of Real-time Feedback indicates that large Australian firms sampled wereeither not committed
or financially able to provide responses immediately.
Interestingly, three of the SNS advantages (i.e. Customer Targeting, Brand Engagement and
Collaboration) were either completely absent or so rare as to account for less than one per cent of the
available opportunities to engage in it. In terms of Customer Targeting, there were thirty-nine
instances of large firms targeting their Facebook users; in each instance the firm directly engaged with
the consumer after they had posted content regarding a new product offering. However, the scarce
occurrences of targeting online customers suggest it is not a priority for the sampled firms. In terms of
Brand Engagement, each firm demonstrated negligible levels of consumer engagement with the
firm's corporate brands. Despite evidence of users creating content and interacting with the firms'
profiles, the- percentage of group members who contribute by posting comments or 'liking' content
was minute over the study period (i.e. averaging less than 0.02 per cent of users). This suggests that
despite the widespread adoption of social media, and the numbers of users on the firm's Facebook
SNS, only a negligible percentage regularly engaged with a brand by responding to posts and
authoring content. This supports Heller Baird andParasnis's (2011) study, which found five per cent
of social media consumers were classified as 'Engaged Authors' (i.e. nearly always responding to
others content or creating their own), 75 per cent of consumers are 'Casual Participants'(i.e.
occasionally responding or creating content), and 20 per cent are 'Silent Observers' (i.e. users that
read content but do not participate). In terms of Collaboration, this study found no evidence to
suggest any sampled firm used Facebook to collaborate with its SNS users/consumers.
DISCUSSION
This paper sought to identify the extent to which nine ofAustralia's largest firms (in three of the
country's largest industry sectors) utilised the specific SNS advantages afforded them bythe world's
leading social media website, Facebook. The two SNS advantages that were widely utilised were
those Facebook applications associated with 'Interaction' and 'Transparency'. Interestingly, the extant
e-business/e-commerce literature suggests that 'Interaction' and 'Transparency' are hallmarks of
'traditional' online marketing programs (c.f. Jahng, Jain & Ramamurthy, 2007), and that a high
correlation between the two variables is to be expected. Thus, companies using Facebook in their
marketing communications need to be aware of the fact that SNSs require not just the organisational
capability to interact appropriately but also the capability to manage the increased degree of
transparency. The emergent social media literature, on the other hand,indicates that the specific
advantage afforded by SNSs is their ability to facilitate interaction between SNS users; an advantage
not detected in significant numbersin our data analysis. This suggests that the Australian firms
sampled here may havesimply mirrored 'traditional' e-business strategies (as they relate to
'Interaction' and 'Transparency') into what should be a 'revolutionary' SNS environment.
The SNS advantage that this analysis found was utilised, albeit minimally, was that that
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associated with 'Real-time Feedback'. The analysis of the 1,823 interactions between the firms and
the SNS users found that on average, 5.6 per cent of firm replies occurred within a ten minute
timeframe, an average of 60 per cent occurred within six hours, and 100 per cent within 24 hours. This
suggests that the firms sampled had made some deliberate effort to 'attend' their official Facebook
SNSs to accommodate the requests of the users. Interestingly, the content analysis detected no
displeasure from any of the users regarding the timeframe for the firms' replies; that is, SNS users
appeared to be accepting of up to a 24 hour delay in receiving feedback about their questions or
concerns. The evidence from this research indicates that SNS users visiting official firm Facebook
pages perceived the exchange to be akin to an e-mail (or equivalent), and so long as their requests
were heeded accordingly, they appeared satisfied with the turnaround time. This suggests that the
'Real-time Feedback' advantage associated with SNSs may not be as salient to SNS users as the social
media literature posits - and that large organisations, and indeed SNS users, have not recognised the
value (or need) to utilise real-time feedback in this medium. Overall, we posit that the 'Real-time
Feedback' advantage is a 'minor revolution' at present in the SNS environment, and will likely remain
so until SNS users develop a more sophisticated need for it over time.
The three SNS advantages that were negligibly/not at all utilised were those Facebook
applications associated with 'Customer Targeting', 'Brand Engagement', and 'Collaboration'. Each of
these specific SNS advantages are based on the notion that the owner of the Facebook profile is able
to establish and maintain individual relationships with SNS users. Given the espoused importance of
e-CRM as a tool to establish and maintain customer relationships at the individual level, it was
surprising to detect virtually no evidence that the sampled firms adopted any of the associated
Facebook applications. Consistent with the low levels of user-to-user interaction detected, this
research found that none of the sampled firms encouraged or enabled users to collaborate on issues
related to the firms or their brands. Similarly, the sampled firms engaged in less than one percent of all
the opportunities to engage in 'Customer Targeting' and 'Brand Engagement' activities. We suggest
three main reasons for this lack of individualised customer relationship management in the context of
SNS (see Figure 1, over-page): Firstly, that the sheer number of potential relationships that would
have to be established and maintained would potentially extent to the hundreds of thousands, which
creates barriers for the firms that the virtual world of SNSs is unable to overcome ('inability to
manage CRM activities for large numbers'); secondly, that large firms are currently - without regard
of the number of relationships - unable to distinguish between 'SNS users' and 'genuine customers'
with whom they wish to establish and maintain meaningful (and profitable) relationships
('demarcation of genuine customers and SNS users'); and thirdly, that there is an inability of large
firms to establish the return on investment generated by their efforts to establish individual
relationships with their SNS users, and therefore an unwillingness to fund relationship building to any
greater extent than they do in the 'real' world environment ('measurement of ROI of SNS
investments').
As a result of these issues, we argue that the utilisation of SNSsbyAustralia's largest firmshas
only realised some "revolutionary" potential that it offers.Figure 1 presents a model of the realised
versus unrealised e-CRM potential as it relates to the SNS environment, and suggests two key
implications: Firstly, that the three barriers together do not tend to negatively impact the level of
interaction and transparency apparent on the firms' SNSs, although improving the level of'Real-time
Feedback' to genuine customers could support increased levels of both; secondly, that the three
barriers together create a situation whereby large firms are unable to effectively target genuine
customers, whichin turn underminesopportunitiesfor Collaboration and Brand Engagement to occur.
CONCLUSION
Our data indicates that the specific benefits afforded by SNSs fall into two broad categories:
those whose potential has been 'realised' (albeit with room for improvement), and those whose
potential has been 'unrealised'. The data demonstrates that the root causes for the 'unrealised
potential' are associated with the inability of large organisations to demarcate between 'SNS users'
and 'genuine customers', and the difficulties of establishing meaningful relationships amongst large
groups of individuals. According to the identified fields of 'unrealised potential', we derived three
implications for improving e-CRM effectiveness by large firms in the SNS environment: Firstly, by
enabling "trialogue" between SNS participants; secondly, by designing tailored and proactive e-CRM
strategies; and thirdly, by creating enthusiasm in customer communities.
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Denyer, Parry& Flowers (2011) characterise SNSs as 'social', 'open', and 'participative' in
nature, yetthe findings of this research suggest that Australia's largest firms neglect these aspects
within their external media usage and in their SNS strategy. Similar to the recommendations of
Ramani& Kumar (2008), we argue that large firms should embrace a 'SNS user concept', and
propose that it focus on collaboration that enables trialogues between SNS stakeholders "...in which
consumers engage in meaningful relationships with one another and with the firms" (Porter, Donthu,
MacElroy & Wydra, 2011, p.80). The SNS user concept receives a central role for e-CRM activities
as it is, on the one hand, the cause for positive effects of e-CRM activities, and on the other hand,
provides direction for actual design elements within e-CRM campaigns. Whereas "trialogue"
activities can be observed on SNSs (e.g. proactive requests by the firm orthe exchange of meaningful
information between multiple parties), building aSNS user concept for e-CRM activities requires a
revolution in traditional marketing activities and beliefs. Traditional CRM manages interactions in
the context of direct customer relationships; e-CRM, however, needs to manage multiple interactions
within the context of a 'community of users' rather 'target customers' in a given market. In order to
build an e-CRM compatible SNS user concept, firms first need to acknowledge the fact that their
interactions with SNS users are more dynamic, less predictable, and thus, less controllable in
comparison with customers in traditional CRM. In accommodating this fact,firms should constantly
monitor specific needs and motivations of their SNS community members (e.g. Lin & Lu, 2011) and
update the SNS user concept regularly.
•Designing Tailored e-CRM Strategies for SNSs
Based on the SNS user concept, two major aspects should be addressed in order forlarge firms
to tailor their e-CRM strategies in the SNS environment. Firstly, large firms need to develop,
adaptand deploy their own profiles based on their users' online and offline behaviours. Similar to
traditional CRM, large firms need to develop such profiles for both their SNS users and customers;
this information can then be considered in the light of the firms' overall CRM strategy in order to
derive specific proactive campaigns and tailored reactive action plans that serve to enhance
'user-value' perceptions. Consequently, the scope of user-value management in the context of
e-CRM requires control of more than the actual interactions on the fan pages but the whole SNS
system, including other groups and forums which are not under direct control of the firm. Secondly,
large firms need to develop a corresponding interaction response capacity. Whereas Ramani&
Kumar (2008, 28) consider this capacity in a traditional CRM perspective as "the degree to which
the firm offers successive products, services, and relationship experiences to each customer by
dynamically incorporating feedback from previous behavioural responses", e-CRM requires to
interpret this capacity rather as a means of effective community management (Ang, 2011). As a
consequence, a large firm should be capable to support connectivity, conversations, content creation,
and collaboration within their SNS pages (Ang, 2011).
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• Creating Enthusiasm in User Communities
As Barwise and Meehan (2010, 81) highlight, ''...most companies have cottoned on to social
media as tools for engagement and collaboration". Brand engagement demands opportunities for
collaboration on SNSs but also enthusiasm within the SNS user community. In order to support the
latter aspect, large firms need to allow users to take ownership of their contributions to SNSs
(Harwood & Garry, 2010). Therefore, large firms need to release control of their SNSs to some
extent and, at the same time, empower their users to contribute meaningfully to ongoing
trialogues(Ramani& Kumar, 2008). Furthermore, Porter, Donthu, MacElroy and Wydra
(201 l)suggest the highest level of engagement if users and firms jointly co-create and, thereby,
intertwine their individual goals.
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